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Abstract 
    In today's rapidly changing world where only change is constant and traditional sources of competitive advantage have less 
meaning, project management is becoming an increasingly more accepted and applicable discipline in a variety of industries as 
a source of competitive advantage for companies. However, many organizations still struggle to achieve success with the 
majority of their projects and programs. The common belief is that effort and money spent in implementing Project 
Management Office (hereafter PMO) has made a big difference in the level of success achieved in executing projects and 
programs, as it should define and maintain standards for project management within the organization. Meanwhile, research in 
this area is still scarce and the topic is still insufficiently investigated, especially in the context of Croatian practices. Therefore, 
the main goal of this paper was to analyze the position and characteristics of the usage of PMO as a tool to support Project 
Management practices in Croatian companies. A survey was conducted and implemented in 24 companies which have PMO as 
a part of their organizational structure. The results show that there is a significant trend in developing PMO and integrating 
strategic planning with program and portfolio management. Furthermore, we have found that PMO staff is relevant to 
international practice; that projects start and finish within the PMO; that organizations have some kind of a project management 
methodology but most of them are taken from existing and communication they have with the company's top management is 
continuous and successful. 
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1. Introduction 
    It seems that the concept of project management is becoming more important by each day. Project Management 
Office (hereafter PMO) has become the dominant part of the organizational structure when it comes to 
standardizing the practice of companies in delivering their projects. As a part of exploring the orientation of the 
PMO and current trends, it is useful to put the fundamental purpose of the PMO into perspective, regardless of its 
size, charter, or the level of maturity and interests of the organizations (Price Perry, 2009). 
    The International Project Management Association (hereafter IPMA) and Project Management Institution 
(hereafter PMI) have confirmed the expansion of the project management field towards embracing management of 
programs, and portfolios as well as projects. The latter statement is important especially with regard to the fact that 
organizations achieve their strategic objectives through projects, programs, and portfolios, i.e. through 
“organizational project management”. The goal of organizational project management is not just to deliver projects 
on time, on budget and in conformity with technical and quality specifications, but to create value for the business 
(Aubry & Hobbs & Thuillier, 2007). In this article we will analyse the  position and characteristics of the PMO on 
the Croatian market.  
    PMO is a part of a permanent organisation. Its roles are typically to provide support, to set standards and 
guidelines for the managers of different projects and programs, to collect project management data from the 
projects, to consolidate these and to report to some governing body (IPMA, 2006). A strategic PMO will provide a 
business result to the entire organization as opposed to various areas. It si important to structure and align the PMO 
properly within organization to ensure success for the PMO and improve business results (Brennan & Heerkens, 
2009) and many organizations are thus moving in the direction of establishing PMOs or have already done so 
(Xiaoyi Dai & Wells, 2004). The question we would like to answer is are the aforementioned changes regarding 
the PMO status a fashion fad or is the conscience regarding the benefits of understanding the role of PMOs and 
project methodologies finally coming under the spotlight. The upward trend on the international level is 
unmistakable. In 2000 a research which was conducted by PM Solutions Research on the value of project 
management showed that only 47% of companies had a PMO. In 2012, that  percentage has nearly doubled 
amounting to 87% (Project Management Solutions, 2012).  
    Over the last decade, many organizations have attempted to improve their abilities and competencies regarding 
project management (Englund & Graham & Dinsmore, 2003) and the aim of this paper was to analyse the current 
situation on the Croatian market regarding the status of the PMO and practices of project management, especially 
given the fact that no previous research has been conducted on this exact topic. Only one relevant research was 
found (Mauroviü, 2010) on the Croatian market and it was included in our research. Our main question is: do 
projects start and finish under PMO authority which is integrated with strategic management? 
    A project or programme office is often a part of the organization of large projects to support the project or 
programme management team (IPMA, 2006). The organizational reality surrounding PMOs is complex and varied. 
Organisations establish a great variety of different PMOs to deal with their reality (Aubry & Hobbs 2005). For 
decades, project management offices (PMO) had difficulties getting started and staying on the right track. For far 
too long, PMO enthusiasts and pundits have approached PMO tooling as merely a function of implementing a 
single project management tool or application. There are numerous problems with this approach. First, this 
approach assumes that one tool can meet all the needs of the PMO. Second, this approach assumes that the needs 
of the PM are typically transactional in nature and can be addressed by the various features and functions of a 
single tool. Third, this approach tends to result in tool evaluation that is oftentimes oblivious to the wide variety of 
existing tools that the organization already has, knows, and uses (Block & Frame 1998). Knowledge sharing is 
another key element in project office success; it is even more relevant when the project culture is very low. The PO 
also needed to support project snapshots and establish a PM coaching program. The project office is the home front 
for all PM initiatives, facilitating PM forums and establishing a PM coaching and mentoring program (Englund & 
Graham & Dinsmore, 2003). For Project-oriented Organizations it is not sufficient to have the competence to 
manage single projects efficiently, but additional competences, such as the competences for the assignment of 
projects and programmes, for project and programme coaching and auditing, for networking between projects, and 
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for programme management and project portfolio coordination are required. For all of these processes an explicit 
assessment and continuous further development is necessary (Gareis, 2000). 
    Events are constantly happening, moving the PMO from one context to the next along with the other 
components of the organisations. In this perspective, the PMO is the result of a set of prior events and participates 
in the development of the future. The process approach sheds a new light to changes in the PMOs. They may be 
seen a positive participation in the continuous construction of the organisation. The questioning of the PMO should 
move from “what is wrong” with the PMO to “why” the PMO should change the present state of the PMO and of 
organisational project management is the product of their specific organisational history and can best be 
understood in this context (Aubry & Hobbs & Thuillier, 2007). 
    Once the creation of the project office has been authorised, attention focuses on start-up issues, which must be 
resolved before the office can open. Questions include: what functions should the project office carry out; how will 
the office be staffed, where will the office be situated, both organizationally and physically (Block & Frame, 
1998).  Implementing a PMO is a project and should be treated like a project. The PMO implementation life cycle 
consists of: initiation (mission & vision, strategy, objectives, measures etc.), planning (plan, risk, budget ect.), 
execution (recruite staff, define roles & responsibilities, draft governance plan, conduct pilot), monitoring & 
control (marketing, & communications, measurement, community involvement) and maintenance/transition 
(pilot/roll-out, marketing & communications).  The key in the initiation stage is to develop a business case for the 
PMO that includes details about activities listed under phase. The complexity of the PMO requires a training 
process for its personnel that facilitate the PMO to achieve the project goals (Rozenes & Vinter, 2009). It has to 
ensure that the projects are aligned to the organisation's strategy and vision. This is generally performed through 
business case management (IPMA, 2006). 
   The paper will first present the current domestic and the international literature and research on the subject. This 
section of the paper will serve as the basis for the development of methodology described in the following Section 
2. The methodology yielded results presented in a separate section. Each result is analyzed separately. Finally, the 
concluding section puts emphasis on the most important benefits of the study and suggests avenues for further 
research. 
2. Research aims and methodology 
    The aim of this research is to raise awareness of the importance of the PMO and to analyze PMO management 
practices in Croatia. The results of this research will be sent to all companies who were involved in the research. 
The research was conducted through an on-line survey conducted in Croatian companies from different sectors and 
industries. Two personal interviews with Managing Directors of PMO from the financial sector were included in 
the research. The companies were made a part of the survey under the condition that they already have a PMO as a 
part of their organization or they are in the process of implementing and developing it. Samples were chosen, 
targeted and purposeful. Pools were implemented in two steps. The pools had 18 questions divided in 3 parts: 
• personal information about the respondents 
• organizational information 
• information regarding the PMO 
    A preliminary version of the survey was developed and tested in 3 companies. Feedback was received in three 
days, which led us to the conclusion that there is sufficient interest in conducting further research. The following 
step was to enlarge the sample and conduct the survey. An online survey was sent to employees of 24 companies 
from different sectors of the economy. The survey resulted in 44 responses which were analyzed and compared. 
Research results were analyzed using a mathematical model. 
To provide value and relevance to the research, an interview was undertaken with 2 PMO Managing directors 
working in the finance sector. These two companies were chosen because of their long experience in project 
management and their tradition of successful PMO management. The interview consisted of 15 questions, and the 
respondents had also filled out the online survey. Results of the survey and the interviews were compared to get a 
clearer understanding of factors that have influence on the managing of the PMO. Questions for the on-line survey 
and interviews were partly taken from the research State of the PMO 2012 (Project Management Solutions, 2012), 
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and partly based on subjective conclusions from team members after analyzing theorethical and empirical 
background regarding PMO.  
3. Results 
    This survey was conducted among 44 participants in 24 organizations that are, in some way, project oriented, i.e. 
that create and manage different projects. The survey was aimed at companies which have a PMO as a part of their 
organizational structure. The survey was meant to explore the position and the characteristics of the PMO in its 
implementation and managing. 
3.1. The sample specifics 

Figure 1.Type of industry 
    When looking at the type of industry the analyzed companies come from, one can say that most respondents 
belong to the telecommunications industry (figure 1.). Pools were sent to specific targets, which explains an 
unequal trend among sectors in this respect but also explains the dominance of the IT sector which is 
understandable due to the project-oriented nature of the industry. 
3.2. The dominance of the matrix organizational structure 

Figure 2. Organizational structure 
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    Regarding the organizational structure of the observed companies, it is obvious that a matrix organizational 
structure is the dominant one (figure 2.). 
    The dominance of the matrix organizational structure, and a relatively high presence of project organizational 
structure, with regard to the specifics and the state of the Croatian economy imply that there is place for 
implementing and developing the concept of a project-oriented organization and improving the effectiveness and 
efficiency of present project-oriented organizations and their projects. The share of 20,45% may come as a surprise 
but can be explained through the fact that many employees working on different project tend to interpret and 
identify their project work with a project organizational structure, which of course is not necessarily true. 
3.3. PMO takes part in integrating strategic planning 

Figure 3. Maturity evaluation of the organization 
    When the respondents were asked about the maturity of their organization with regard to the role of the PMO, 
most of them answered that projects start and finish within the PMO, the PMO takes part in integrating the 
strategic planning, program and portfolio management, which implies that the PMO has a strong role in the 
maturity of the organization (figure 3.). 29,55% of the respondents said that the PMO has a significant impact on 
the project success, and that all important project data is collected and analyzed, which can lead us to conclude that 
these organizations have achieved a high level of maturity and have the potential to join the previously mentioned 
group. For 3rd level maturity model of the respondents, the PMO has an active role in the projects, data is being 
collected and analyzed, reports are being made. There were no respondents who would confirm that maturity of the 
organization is in the “chaos” phase. This implies that the surveyed companies have a high level of PMO maturity 
in their organizations. But, in the authors’ opinion, apart from the surveyed companies there are others who may 
have this phase of “chaos”, but were not included in this survey.  
    Maturity was analyzed according to the Capability Maturity Model Integration (CMMI) which is a process 
improvement training and certification program and service administered and marketed by the Carnegie Mellon 
University.  
0.00%
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and analysed, reports are being made.
4 - It has a significant impact on the project success, all important
project data is collected and analysed, the IT system is implemented
and integrated
5 - Projects start and finish within the PMO, PMO takes part in
integrating strategic planning, program and portfolio management.
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3.4. PMO staff size 

Figure 4. Number of employees in PMO 
    One can conclude, that in the latter organizations projects are quite certainly not part of the everyday business or 
the corporate strategy. According to the State of the PMO 2012 (Project Management Solutions, 2012), staff size is 
7 people. If one compares the result of our research with the aforementioned study (figure 4.), one can conclude 
that the results match. 
3.5. PM methodology and implementation 
    All organizations have some kind of a project management methodology; most of them are based on the PMI 
PMBOK or TenStep. Regarding IT solutions for the EPPM, most commonly used are Microsoft Project and Oracle 
Primavera. The top management (board of directors; advisory board), project sponsors and management work 
closely with PMO employees. However,  the duration of the process regarding the PMO implementation is rather 
long and takes continous work. In that context, 40,91% of the respondents said that the implementation process 
took up to two years, 27,27% respondents said that it was a process between two and five years, whereas for 
31,82% the implementation of the PMO is still ongoing. With that in mind, it is very important to work on 
improving the relations between the board and the PMO given the fact that the former has the ultimate power in the 
decision making process when it comes to matters of strategy, budgeting and projects per se. Regarding the project 
communication, 86,37% of the respondents agree that the communication between them and the project manager is 
good and successful (47,73% agree; 38,64% agree strongly), and 84,1% of the respondents are satisfied with the 
communication they have with the company's top management (54,55% agree that the communication is 
continuous and successful; 29,55% agree strongly) which only proves the importance of top management support 
and overall communication.  
3.6. PMO is aligned with international best practise 
    Following the results of the survey we had held and analyzed 2 interviews. The interviews were conducted in 2 
banks that are among the leading banks in Croatia and also the leaders in the management PMO, not only in the 
banking sector but in general. They will be called Bank 1 and Bank 2. Both of these banks employ from 5 to 10 
employees. Both of the interviewed banks have a PMO Office under the Board of Directors and answer directly to 
them. The PMO of bank 1 is included in negotiations and conclusion of the contracts. PMO of bank 2 does not take 
part in the process of negotiations but is included in preparations for projects planning and budgeting portfolio and 
project on an annual basis. Regarding the biggest challenges when implementing a PMO into an organization both 
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70%
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of the interviewee considered that is very important that organization recognizes specific needs and purpose for 
PMO. A particular organization needs to know the concrete reasons for implementing a PMO. A PMO should be 
tailored depending on the needs of the organization, and the organization is obligated to recognize those needs. 
Implementation of a PMO is a cultural change. One of the interviewees pointed out that too big and/or too low 
expectations can be a problem during the implementation so they must be well-defined. Regarding the biggest 
challenges in managing a PMO, it is important to identify the current and a desired condition.  
Before implementing a PMO into the organization some parameters must certainly be defined for what is a 
useful PMO in organization, as well as what its responsibilities and obligations are. It is always good to know the 
prerequisites for implementation. Both of the organizations agreed that an analysis of the current situation is 
necessary. Bank 1 uses KPIs indicators like projects on time, projects on budget, change requests and the capturing 
of benefits. Bank 2 is involved in the preparation of project planning and their budget on an annual basis. Their 
PMO is planning and tracking realization of those projects, using time, consumption of resources and EVA as KPI 
indicators. In the beginning they set up a metric of desirable results of the project in their Project start up 
documentation, and by the end of the the project they are obligated to give a review on their realization. 
Employees from both companies continuously participate in education programs, but this depends on the 
current level of knowledge employees. Bank 1 evaluates knowledge and competencies of the employees on an 
annual basis according to their results. To compare results with international practice, if you take a look at The 
State of the PMO 2012 (Project Management Solutions, 2012) 64% of the respondents also provided the same 
evaluation (Number of Respondents = 554).  
Regarding the potential areas for improvement both of companies gave the same answer. Reporting is 
something which should be improved. They would like to have a quality report on one sheet of paper. One of them 
sees improvements in value capturing and benefit analysation and the other one would like to have more 
employees certified according to project management standards.   
4. Conclusion 
    The concept of project management is getting more important by each day, both on an international level and in 
Croatia. Croatian companies show a big interest in education for project managers. Evidence for this statement is a 
constantly rising number of certified project managers, individuals and companies. For example, the Croatian 
Association for Project Management had no certified people for level D10 years ago. After 10 years there were  
212 people certified for Level D.
    Sagnifican results of our research are related to the type of industry the analyzed companies, the organizational 
structure, PMO staff, PMO maturity and methodology used in PMO. 
    On the Croatian market project management and PMO has become a dominant part of the organizational 
structure of companies from IT sector, telecommunication and finance sector. They are following the trend, 
improving their managing and this is something that moves them forward. The level of maturity in these surveyed 
companies is quite high. Most of the surveyed PMOs succesfuly manage projects, which is considered as high 
level of development. All organizations have some kind of a project management methodology, but one which is 
taken from the existing one. Organizations employ more than 5 experts for project management. Compared to 
other PMOs in the world the number of experts is in that range. Some of them went even further, there are cases 
where PMOs participate in creating the annual budget and manage the portfolio. The Board of Directors, sponsors 
and management work closely with the employees of PMOs. However, the duration of implementation is a 
continuous effort and often takes a long time. The communication with the company's top management is 
continuous and successful, which only improves the importance of top management support and overall 
communication.  
   In further research, it would be interesting to explore the factors which affect the success of the PMO 
implementation. PMO Managing directors mentioned that reporting should be improved in their organizations and 
this is, in our opinion, also a significant area for improvement in PMO. 
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